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MEMORANDUM TO: IAC MEMBERS
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SUBJECT: Reorganization of ICAPS. - :

1. VWhen CIG was first established and when it was changed to CIA by
the National Security Act, there was great nesd in Central Intelligence
for interdepartuental co-crdination end planning by officers of the various
intelligence agencies.

2. During the past two or three years of operational experience, the

ceorthomabrioe
initial lié;%on and planning function of ICAPS has been so well implemented
that its work requirements have considerably diminished. The broad operational
direction of CIA operations has beén gemerally determined, and the coordination
and establishment of liaison at working levels generally accomplished.
Operating offices have increased in efficiency and have trained personnel,
e s :

to the extent that they now take a more active and positive part in inter-
departmental coardineting and planuning sctivities; and)for the IAC Members,

o g_efcu; b !{'w’s
the Stending Committee fembers do most of the liaison and coordination within
their respective Departments or Agencies. —7™-

3.(f§ccording1y, many of ICAPS' original functions have naturally changed
or have ceased to exist. With Standing Committee Members in the Departments

Ak
or Agencies and with ICAPS members from four Departments in CIA B;On)éppears

25X9A2
to be expensive duplication in masinmteining an ICAPS office of- officers
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and clerks. (For ad.ministrt’civa purposes the officer and clerk on full-
time duty with the Joint Intelligence Staff have already been transferred
from ICAPS to OCD, es his duties have wore closely been associated with that

office.) CIn
Pt

[
%) giggmt 5
M

4. There are regular part-time dutiasﬁ_(on the NSC Staff and on a SANGC
25X9A2

Subcommittee) for only -ICAPS officers and not enough interdepartmental
difficulties on & high lével to keep the present staff fully occupied
with their coordination and limison duties.

S5« Some overall interdepartmental coordinetion end liaison is necessary,
a8 well as specific ™trouble shooting," in addition to that performed on
the operationsal 1evel,‘§and some overall planning, and some representation on
comnittees or Staffs, at least in the initial stages of & project or when a
subject under discussion is of espe¢ial interest to CIA. We think that all

of this can be done with reduced personnel in ICAPS and that the balsnee

of the ICAPS personnel can be used more advantageously elsewhere in CIA.

o (V6
} gt f7 R

N e

- 6« You will recallthat there was some discussion on this subject in
August, 1947’ before the Standing Committee was established.
§ /// I should appreciate your giving further consideration to this matter

at this time,in view of the developments during the past year as outlined

waf'f f‘:[ ﬁt,wf it [é’-ﬁ S S .
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ff With the cooperation of the Standing Committee Members, I think

25X9A2
that ICAPS could perform its present duties with, let us sgy, -from.

25X9A2
the Stete Depa rtment and-‘rom the National M;litary Establishment.

Special committees could be convened as necessary for special work, such
as the NIS Program. ICAPS would be available for high level contacts, trouble-
shooting, overall planning and coordination in conjunction with the Standing

Comﬁt’cee Members who should feel free to contact it on any matter of interest

f gt v S
to an IAC Member, &« iF&t virse

-
7 Seec ,
ﬁf i Ui ~Puet-that the Officer personnel of ICAPS is provided

¢ ~ f{ftn-vtrd»"‘;‘ "{t ‘( " g
to CIA by 1?66 IAC Membersa I should sppreciate Mﬁ%~‘ﬂaﬁ"0n~»&ia' alei t

. « )

g o : * 7 n.
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MERORANDUM TOs IAC MEBEBERS

SUBJECT: Reorganization of ICAPS

1. When CIG wea first established an: when it was changed to CIA by
the Fationsl Seeurity Act, therc wes sreat need in Central Intelligence
for interdepartmental co-ordinatior and plamning by officers of the variqus
intelligenos agenoloes.

2, During the past two or ‘hrees yoars of cperaticmal experiemce, the
initial limison and planning fusction of ICAPS has been 8o well implemented
that its work requirements have corsiderably diminished. The brosd operational
direction of CIA operations has vsen peunerally determined, and the soordiration
and establishment of lisisen at working levels generally accomplished.
Operating offices have insremsed in afficienmsy and have trained personcel
to the extent that they now leits a »ore active and positive pert in inter-
departasutal coardinating and plemming sctivities, and for the IAC Members
the Standing Committse Yeshorg do most ¢f the 1iaison and coordination within
their respective Departments or Ageuvies.

3« Aosordingly, many of ICiPS* erizinal functions have naturally shanged
or havo ceased to exist. with Stanling Comaittes Hembers in the Departments

Heert,
or Azencles and with ICAPS vembesrs Tz Tour Departments in CIA W’ ApPORTS

25X9A2
to bs expensive Wuplicetion in meimieining an ICAPS office of [Jetticers
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(ni-ultriu‘ {Por admindstrative purpoases ths
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on 11l

time duty with the Joint Intelligence Staff have already been transferred
from ICAPE to acn7 a8 his ‘uties have sors closely been associated with that
office.)

4. There are regular part~tise duties {on the HSC Steff and on a SATCC

25X9A2 )

Subcommittee) for only JJICAPE officers and not ensugh interdepartaentel
diffisulties on 8 high levsl wo ke ths present staff fully oocupled
with their ovcordinstion and limisoca cutles.

5« Some owverall intardenartms tal ccordimetion and lisison is neeessary,
as well as specific "trouble shooting,” in eddition to that performed on
the operatisnal level, snd soae ovarrll plamning, and some representatior or
committees or 8taffs, at loast in the Initlel eiages of a project or when n
subjeot undor discussion iz of sspscisl intersst to ClA. We think that all
of this oan bo done with roduced persenuel in ICAPS and that the balance
of the ICAPE personnel can be used sers acvantagecusly elsewhere in CIi.

8. You will recsllthat thers wes seme discussion on this subject in
August, 1947 before the 3Itancing Camittes was established.

/f/f’ I should appreciate your ziving further consideration tc this meiter
at t};in time in view of tho devslopoents during the psst year ss ocutlined

above.
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J % with the cooperatiorn of the gtondins Committeo Wembers, I think

that ICAPS oeuld perform 1ts prasent cutioe with, let us aay, onsofficer frovm
the Btate Deps rtment and one from the Natienal Mglitary Bstablishment.
Special committees conld o convensd u.g nacessary for special work, such

as the NIS Program. ICAPS would be aveilabla for high leval ccmtacts, troehle-
shooting, overall plamning and sonrdinmetion inm conjumctien with the Standin:

Comitteo Members who should fesl fres to contact it on any matter of interost

s

to s IAC ¥amber. ' A Lee

§ Sedec

/,’ _In xiew-ei-the-fast-thet the Nfficor porsonnsl of ICAPE is provided

r fer ¥k

to GIL by jl# IAC Hembers, 1 sheuld mpprocinte having your views on this

matter.

GONF \DENTIAL
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MEMORANDUM TOs IAC MEUBERS
SUBJECT: Reorganisation of ICAPS

1. When CI0 was first cstablisied and whon it was chenged to CIA by
the Bational Seourity Act, there was prest need in Central Imtelligence
for interdepsrtmental co-ordination nid plenning by officers of the wvarious
intelligence mgencies.

2. During the past two or thrss years of operationsl experience, the
initial liaison and planning funetien of ICAPS has been sc well fmplemented
that its work ragquirements have considersoly diminished. The bruaﬁ operational
direction of CIA operations has boen generally determined, and the coordimation
and establishment of lisison at working levels gzenerally sscomplishod.
operating officee have increased in efficiensy and have itrained parsonnal

#

“pyui & T
te the extent that they now teke g;:;urﬂ; sotive and pogitive part in inter-

departmental soardinating and planning sotivities, and for the IAC Nembers

P

o gy T
Gy foLea o

the Standing Comnittes Members do most of the lisison and eoordina onffithm

E

their respective Departments or Azencies.
8. Accordingly, mary of ICAPS' eriginal functione have naturally changed
or have vessed to exist. With Standing Committee Members in the Departments
25X9A2 Thcrg
or Agencies and with ICAPS members fron|jperertmonts ia c1a tbcn} appoars

25X9A2
to be expensive Siplication in maintelxing mn ICAPS office or-oruoom
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ml-km. (Por mdministrative purpcses
time duty with the Joimt Intelligence Staf? have already been transferred
from ICAPS to OCDy as Wiz futies heve more closely bLear asscoimted with that

office.)

4 Eod ‘;’? ¢ J‘?f; '

4+ There are regular plrﬂnﬁi?ﬁé dutibs /\(on the ¥SC Staff and on a SATCC

Subcomaittes) for only two ICAPS offieers and not enough interdspartmental

difficulties on & hirk level to kesp the present staff fully ocooupled

5. Seme overall irterdepartseital coordination amd liaison is necoRsary,

e Y

woll as speoific "trouble shootinm,” in sddition to vhat perforsed on

S,

the operational 1m1;!/and some overall plamning, and some roprogsntation om
comrittees or Staffa, et lsast in thn initisl stages of & project or vher a
subjoot under disoussion is of sspediml intereet to ClA. We thimk that ell
of this cen bhs done with reduced personnel in ICAPS and that thse belance
of the ICAPS personnel can be used sore adwantagecusly slsewhors in CIAs

8. You will reoslithat ther: was some discussisa on this subjoct In
Anguast, 1947 befora the Standing Cossitteo was established.

%’ Y should apprecinte your -ivisg further comsidaretion to this mttor
at this tims in viow of the developments during the past yeer as outlined

aboTse
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/74 Bith the cooperation of Lhe Standing Comsittee Mambars, I think

25X9A2
thet ICAPS could porform 1ts present dities with, let us &v_frcm

the State Dega rtment a%a Tatienal 3ylitary Zstablishment.

Special committess oculd bs convened as nacessary for special work, such

as the WIS Progrem. ICAPE would bo svsilable for high level contacts, trocble-
shooting, overall planning end coordinmetion in conjametion with the Standing
Committeo Hambers who should Fesl frea to contect it on any mattsr of interast

te IAC Hanber 4 yile Ll G
an * 1 .

) 3‘6 tee @
the NfTicer personnsl of ICAPE is provided
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